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Draft Cosments on CRAG 3/b - 6@
1 March 1962 -- A Study of the CIA Requirements dystem

Description of the existing CIA requiremsnts mechanisms sud discussion

of problem aress:

Parts A. and B. of the subject report present & ussful descriptiou
of the existing ClA requiremsnts mechanisms and the problem areas in the
system. The report, however, is overly preoccupied with the probles of
duplication and fails to deal sufficiently with the deficiencies invoived
in the translation of requirements into effective coliection action
{e.g., the long line between analyst and collector and the failure of
middle men to satisfactorily convey the analysts' needs, etc.).

Froposed solutions:

A. A high-level policy group
We would generally agree that a high-level policy group at the
DDCI level should be established though we do Lot agree with sll of the
functions proposad for this committee.

L. It ig not clemr what i3 meent by coordination of the overali
requirements in coliection effort. «“hat is not needed is ancther
gtage in the flow of collection requirements which would Purther
remove the analyst from the collector aud delay the transmigsion of
requirements to the fiald. If what is mesnt, on the other haxd,

is that the committee or ile stalf and working groups will review,
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post facto, collectian requirements and collscticn actious to identify
deficiancies in the system and to provide direction and guidance for
improvemant this vould seem to make sense.

2. The responsibility "to reviev requirements designed tc meet
high-level priority cbjective and, as needed, direct the initiation
sf studies to develop cumprebensive collection plans” must be carried
out in close cooperatlion with those groups primarily respousible for
thess priority sreas (GMAIC, JAEIC, etc.) and must be undertakes in a
way which will not unduly burden these groups which sre elrewdy over-
taxed with priority demacds.

3. ‘The report stresses the respoosibility of the committes to
recommend “the crestion of new zollecticn capabilities as appropriate.”
While this should be done we believe that a greater contribution can
be made by insuring that present collection capabllities are effectively
utilived.

k. It is generally agreed that the committee could usefully
serve as "an appeals board to adjudicmte differences relative to
requirements and collection problems.” However, the committee
should pot continuelly pess on the assignment of collection priorities
put rather to canfine itsell to resolution of lmportact gquestions of
principle and the transmission of guidsice and directives to appro-
priate components. In genstal, we believe that this coemittes would
serve a useful purpose by adopting & pregmatic approach to the
improvement of the system us it presently existis; towards the end

of satisfying most effectively the legitimete needs of the anslyst
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8o that he in turn may setisfy the requirement of the ultimete
conpumer . This, ve agree, will reqguire high~level members from the
/1 and B/P.
B. A central regquirements mechaniem
In geveral we are strongly opposed (o the centril reguirements
wechanism as described and, insofar as we agree thai certain of the

funct ions proposed for this mechanism should be undertasen, we feel that
this might woet effectively be sccuamplished through e stafll or ad hoo
groupse of the top-level ccamittee. If it is decided tiut & central
indexing facility is needed we believe this should be located in OCH.
Regarding specific proposais for this central mechanism {cintaloed in
the raport) o views are as fullows!
1. The suggestion ia made that "it« primery mission would be
Lo gee to 1t that gach requirement is developed and courdinated in
the best pussible way tu ceet cammunity needs.” we believe Lhat &
staff of the maln comnitiee ahould on oeball of the comalites
maintals an svareness of existing reguireswats es & basis for
recoamending improvemsats io Lhe requirsmects system Lo the commitiee
and that it sbouid most certainly oot cepresent ancther step in
the flow of requiremects to the collector. The Cusamitlee stalf
would seek to promote the kind of guidsnce and direscticn required
to wsure that the individusl anelyst or apesimlired coxmittes
talkes the recessary staps in conjusetion with other analysts and
components to lnsure, fur exemple, thet there lp & niriman of un-
necessary duplication of regquiremente; that requests do not ask for
information alresdy available, ete.

-

-t
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2. Point 2. 8. in Aonex D states thet the central facility
¥will "eccordinate all requirements ss appropriate, checking against
undesirable duplication and overlap . . . * %e bellieve that while
there should be some assurauce that analysts' requirements are not
duplicating and overlapping reguirements already issued this i an
analyst responsibliity iun the first instance and that insofar as
general problems of duplication are identified they should be worked
oul between the offlices cunverned with urging from the main Commitiee
if nacessary. Au iaterruption ic the flow of regquirements to the
collectar to insure that there 1s uo duplication wauld be unwieldy
and ucdesirable. However, s stafl attached to the high-level committee
could and should engage n & post auditcf reguirements to identify
probles areas involviag dupliceation,

3. The studies referred tu in point 2. b., of Annex D and the
direction and guidsnce Stemming from such studies could alsc be
undertaken by & staff atiached to the msin committee o by sd hoc
groups reporting to the mdaln comaittee.

L. Point 2. ¢. in Aunex D sugpests "s central machine controlled
register to index all requirements.” This could be done select;vely
cn behalf of the responsible research office. However, a detailed
indexing of all roquirsments would require more perscusel than justified
by gaine lo the flov of intelligence information.

5. Polnt 2. &. in Annex D suggests thet the sentral facilivy
would assign priorvities. This responsibility belongs in the research

offices. However, an audlt of the sanner in wiuch these prioriiies

P
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are assigned wvould be highly desirable if undertaken at the DDCI
level in that this would insure that the research offices are not
being entirely percchial in the assigmment of such priorities snd
would provide s means of arbitrating differences arising over essign-
ment of priorities. Por Lhe most part, however, these difficuliles
car be resolved (o the specialized collesction committees in lipe
with curreﬁt practices.

f. Point 5. e. in Annex D - if a centrsl facility for collection
requirements served wn CIA by sgenciles outside of UIA is going to
have the kind of processing suggested by other paragraphs !»n this
saonex L would slow down the processiug uf requirements inordinately.

7. FRegarding para. {., Annex U -- s permanent staff of the
Baio comittee could very usefully pruvide guidence and ground rules
to the resesrch offices on the subject of evaluaticens.

3. Regarding point g., Anuex U -- iusofar a8 this function
needa to be done it could best be sccompiished under the direction
of the main committee at the DDCI level.

7. Regarding point h., Aurex D -~ it is uncecessary 5 monitor
ad report actions taken on all requirements and “mmintain case
histories thereon.” This cau best be done selectively by the office
primarily concerned hy the requirements iu quastion, although the
machine facilitias of OCR will be sssential to aseist in this
process.

10. we strongly object 1o the suggestion of point 3. of Annex P
that & requirements faciiity -- with the functions descrived -- be
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established in the (ffice of Centrmi Reference. Insclfar as the

functions described in Annex D reed to be carried cut thay cas best
be performed & the DDCI Level by a permaneat staff and by the use of
ad hoc groups. The staff should, aflamru, be supported oy machine

and registry support administered in OCR.
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